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1. Develop Recruiting Plan 

Guidelines

The purpose of the recruiting plan is to keep your search focused on key areas such as the future direction of the Association, position competencies, budget, and timeline to ensure the best candidate is hired within your Association’s resources.

Search Committee 

The Search Committee plays a key role in managing the recruiting process.  The roles and level of involvement of each committee member should be determined at the beginning of the recruiting process.  

The Committee should make the following decisions at the beginning of the search:

· Reach consensus on the future direction of your Association.  The Committee needs to reach consensus on the direction of your Association so that you can clearly communicate and discuss expectations with prospective candidates.  The REALTOR® Association Models is a guideline for volunteers and staff leaders to assess current operations and determine where they aspire to be in delivering value.  The Models are a planning tool that can be used to identify your model of choice based on your Association’s business philosophy, member needs, and preferences. 

· Determine the budget for your search.   A recruiting budget is a guideline for making decisions on recruiting costs and also to screen salary requirements of candidates that are within the Association’s budget.  Items that should be included in the budget are:  committee meeting expenses, advertising, travel costs for interviewing candidates, and the compensation package (salary, benefits, relocation costs, and perks). (see “Negotiate Employment Agreement, Section 9)
· Develop a recruiting plan and timeline.  The recruiting plan keeps your search on track by dividing responsibilities and determining projected completion dates.  The first step is to determine the projected start date for your new Association Executive.  This will allow you to work backwards on your timeline based on when position needs to be filled. 
Sample Recruiting Plan and Timeline

	Task


	Responsible Person
	Projected Date

	Determine future direction/model for Association
	
	

	Determine recruiting budget
	
	

	Finalize job description 
	
	

	Determine position competencies 
	
	

	Write job posting
	
	

	Advertise position 
	
	

	Select employment testing
	
	

	Screen resumes
	
	

	Conduct phone interviews
	
	

	Interview top candidates
	
	

	Interview final candidates
	
	

	Conduct reference checks
	
	

	Select top candidate 
	
	

	Negotiate employment agreement
	
	

	Start date for new Association Executive 
	
	


2. Create Job Description

Guidelines

The purpose of the job description is to provide clarity on responsibilities and performance expectations for the Association Executive (AE).  The job description is the foundation for the hiring process and serves as a guide for the Search Committee.  It is critical for determining appropriate, targeted interview questions.

If a job description does not exist, the Committee will need to develop one before the position is advertised.  If a job description exists, the Committee should review the current description and update it with any new position requirements.  The description should be updated on a regular basis to reflect any major changes.

The job description should include the following components:

· Summary 

· What is the position title?

· What is the purpose of the position (usually three sentences or less)?

· Responsibilities and results 

· What are the daily, weekly, monthly, and annual responsibilities?

· What fiscal responsibility does this position have?

· What is the scope and limits of responsibility?

· What decision-making authority does this position have? 

· Begin each responsibility statement with an action verb such as “plans”, “schedules”, “prepares”, etc. and answers the questions, “who or what” is done and “why or how” it is done.

· Supervisory responsibilities 

· Who reports to this position? 

· External relationships 

· What is the role of the AE versus the role of the volunteer leaders?

· Who does the AE work with externally to accomplish their responsibilities?

· Qualifications 

· What are the education and experience requirements?

· What competencies (skills, knowledge, and abilities) are needed to be successful in this position?

REALTOR® Association Models

The REALTOR® Association Models is a tool to help you develop and update your AE job description.  The models provide guidance on hiring professional staff that has the right mix of skills and competencies to lead the association according to the model chosen by your association.  Association volunteers and staff leaders can use the models to determine how their association can best operate to provide valuable, quality services to members.  The three models (administrative, management, and leadership) focus on the areas in which an AE should be proficient and are based on the AE Competencies and Body of Knowledge.  See the Sample Model Job Descriptions for job descriptions based on the administrative, management, and leadership models.  

Link to Additional Sample AE Job Descriptions

· REALTOR® Association Resource Exchange (see Job Descriptions)

· Link to 6 job descriptions

[image: image1.png]ion Resource Exchange - Mi

J & -

Bock  fuysd  Sop  Refiesh  Home

rosoft Interet Explorer

| Adaiess [€1 it/ reahor org/rere.nst/doctype 70 periViewtSter 04E spand=2.2412.2 | @6
|Lirks &]Bestofthe Web @] Chanvel Guide @] Customize Liks &] InemetStan._ @] Mitosolt ] Windaws Meda &]Windows Update »)

Seach Favorles

Cour

Search Browse Samples by Type

@mwn Resoure Exchrge

Samples By Type

T S —

« Phasnix Assacation Of Reslors® (09/2001)
achief Executve Offizer Toledo Board Of Reskors® (03/2001)

+ Housina P The Northaast Assaiation Realtors® (03/2000)

Coporunity . Wilmington Regional Assodiation O Realtors® Inc (08/2001

. Bonita Springs-Estera Assosistion Of Realtors® (08/2001)

- Reac
p Wilmington Regional Assodition O Realtars® Inc (08/2001

- :a{v\:s in Real B Southwest Towa Associstion Of Realtors® (07/02)

+ News Media
« | _l_l

& [ [ [®mena





· Link to AE Job Openings page (under Tips for Selecting an EO)

· Link to 3 job descriptions 
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3. Determine Position Requirements

Guidelines

To hire the best-qualified candidate for the position, the Search Committee needs to gain clarity and reach consensus on the knowledge, skills, and abilities needed for a person to be successful.  By determining upfront the ideal combination of technical and subjective skills required, the Committee will have a guideline to follow for recruiting and selecting an Association Executive that will effectively meet the unique needs of your association.  It is critical to remember you are creating a guideline, because no single candidate will exactly meet all of the technical and subjective skill requirements.  The goal is to find the candidate that will be the best technical and culture fit for your association.

Technical skills

Start by defining the essential technical skills where your Association Executive needs to be proficient.  All of the skills considered should be related to the position.  The following categories are examples of technical skills:  

· education, professional designations (RCE or CAE) and related experience that you determined in the previous section  
· association management (technology, financial, legal, human resources, facility management, meeting management, government affairs)

· organization/industry knowledge (the unique governance, structure, issues, and trends in the REALTOR® organization and real estate industry)

· leadership (vision, strategic, conceptual, analytical, risk taking, change management, decision making, conflict management, consensus building)

· general management (performance management, team building, coaching and developing, goal setting, empowerment, diversity)

· interpersonal (oral and written communication, customer service, negotiation, persuasion, public speaking, assertiveness)

AE Competencies and Body of Knowledge 

The desired skills, attributes, and knowledge base of a successful REALTOR® association executive vary depending on the association’s size, organization structure, demographics, and diverse member needs of each association.  The AE Competencies and Body of Knowledge identifies five competencies in which an AE needs to be proficient to successfully serve the evolving REALTOR® association through the 21st century.  Within each competency are three levels of knowledge (administrative, management, and leadership).

Competencies:

A. Manage the association and its business operations (association technology, budget and financial management, facilities and equipment, human resource management, legal and regulatory activities, meeting management, political and governmental affairs)

B. Understand the structure of the REALTOR® Organization (Board/Association of Choice/Organizational Standards for Boards and Associations), governing documents, Institutes/Societies/Councils and Sections, member policies and procedures, MLS policy, political and governmental affairs, professional standards)

C. Understand real estate issues and trends (diversity, fair housing, general real estate practices, MLS services and delivery, real estate issues and trends)

D. Acquire and communicate valuable information (communications and publications, education, marketing)

E. Foster effective interpersonal relationships (working with volunteers)

The AE Competencies and Body of Knowledge can be used to help your Committee develop the job description and job requirements.  In addition, the Competencies can be used to develop the job advertisement, screen candidate resumes, and create interview questions.

Subjective skills

In addition to determining technical skills, the Committee also needs to look at what type of person will be most compatible for the position.  Subjective skills include the innate aptitudes, abilities, and character traits of the Association Executive.  If two candidates meet all of the technical requirements, the subjective skills will help you to compare candidates and choose the person who will be the best culture fit for your association.  Examples of subjective skills include:

· Integrity, initiative, planning, organizing, independence, work standards, adaptable, tenacity, objectivity, decisiveness, energy, enthusiasm, job motivation, temperament, self-confidence, stress management, life balance, and ability to learn.

Once you have identified the subjective skills, you can use this information to develop appropriate interview questions, select final candidates, and create questions for reference checks. 

4. Advertise Position
Guidelines

When selecting the most effective advertising method(s) for your position, you need to start by reviewing your advertising budget, timeframe, scope, and position requirements.  The Search Committee should have clarity on the following:

· How much money is budgeted for advertising?

· Is there money for an executive search firm or will the Committee conduct the search?

· What is the timeline for posting the position and receiving candidate resumes?

· What are the position requirements (education, experience, technical skills, and subjective skills)?

Reaching consensus on the above questions will help the Committee choose the advertising method(s) that will provide quality candidates that fit within the search parameters.

Scope of Search 

To determine the scope for your search, review the position requirements that you determined in the previous section.  The specific experience requirements will help you determine where to advertise.  

Are you looking for candidates who have REALTOR® association management, association management, or management experience?  Each of these different requirements will influence your advertising methods.

· REALTOR® Association Management Experience -- If you want candidates with REALTOR® association management experience, your choices for advertising will be limited to REALTOR® advertising sources.  

· Association Management Experience -- By expanding your search to include candidates with association management experience, your list of advertising options will increase to include association management sources.  

· Management Experience – Including candidates outside of the industry will provide you with the most advertising options and a larger pool of candidates with general management experience.

How to advertise

Your advertising goal is to select sources that will provide you with the most qualified candidates that are within your recruiting budget.  Advertising costs range from free up and may go as high as 30% of your AE’s annual salary when using an executive search firm.  Positions can be advertised in a variety of ways.

· Targeted to candidates with REALTOR® or Association Executive Experience

· Trade association ads (REALTOR® AE Job Postings)

· Professional association ads or journals (American Society of Association Executives)

· Executive search firms are expensive, but they can expedite the hiring process by finding qualified candidates in less time.  Search fees are typically 25-30% of the first year of annual salary.

· General

· Newspapers (local, area, and metropolitan) 

· General recruiting websites (CareerBuilder, Monster.com)

Guidelines on how to write an ad

The goal of the ad is to clearly and succinctly communicate the position requirements to potential candidates.  

· Ad text -- Ad text should focus on the knowledge, skills, and abilities required to be successful in the position.    

· Tips for writing the ad:
· Include a headline about the position or Association to sell the position and attract attention.

· Describe the essential position requirements (education, experience, technical skills, and subjective skills) that you determined in the previous section.
· Accurately describe all requirements and do not misrepresent the position.

· Allow for flexibility in the years of experience and degree requirements to ensure that you are not eliminating any viable candidates.  

· Do not try to list every responsibility.

· Use non-technical language.

· Edit all print ads to cut down on advertisement costs.  Online ads usually allow for more text space.

· Provide contact information and application deadline.  Ask applicants to send their resume and salary requirement by email, mail, or fax.   Include a deadline date that will allow for enough time (approximately one month) between the date of posting and deadline for application.  

· Pricing -- Online ads allow for a set amount of ad space, and the price is based on the number of days posted on the website.  Print and magazine ads charge by the line.  

Sample ad

(Name) Association of REALTORS® is seeking a seasoned Association Executive (AE) to help implement a strategy that addresses an evolving industry and the public policy environment in which it operates. This highly visible AE will work with an energized volunteer membership and lead the staff to enhance the public's perception of the industry.  The successful candidate must have demonstrated leadership abilities, strong management skills, and political acumen. S/he must be an energetic strategic thinker, leader, administrator, manager and communicator. Personal characteristics such as vision, excellent judgment, high integrity, principled decision-making and a commitment to teamwork are necessary. Must have very strong business skills. At least 5 years of experience and education in association management or an equivalent discipline necessary.  Bachelors preferred. Certified Association Executive (CAE) designation preferred. Compensation will be commensurate with experience with an excellent benefit package. Full organization and position description available upon request. If interested, please send resume and salary requirement to (contact information) by (deadline date). 
 

Where to advertise

Recruiting on the Web is an effective and timely way to communicate your position and receive resumes from candidates.  Click on the links below to access a variety of websites for posting your position.

National Association of REALTORS®

· REALTOR® Association Executive (AE) Jobs  - Free advertising

http://www.realtor.org/realtorae.nsf/pages/aejobs
Association Websites

· American Society of Association Executives (ASAE) 

http://www.asaenet.org/careers
· AssociationJobs.org 

www.AssociationJobs.org
Nonprofit Websites

· Action Without Borders

www.idealist.org
· The Community Care Center

www.nonprofitjobs.org
· The Management Center

www.opportunitynocs.org
· The Philanthropy News Network 

www.jobs.pj.org

General Websites

· Chicago Tribune - CareerBuilder

· New York Times

· Wall Street Journal

· Monster.com

5. Screen Resumes 
Guidelines

The goal of the resume screening process is to select the top candidates that the Search Committee will contact for the first round of interviews.  Screening resumes will help you determine which candidates to move forward in the interview and selection process by comparing their qualifications to the minimum position requirements (see “Determine Position Requirements”, Section 3).  

Narrowing the list of candidates that apply for your position can be challenging, especially if there are many qualified applicants.  The first step with selecting appropriate candidates is to screen the cover letter and resume of each applicant.  The resume will tell you what the candidate has done, but not how well he/she did it.

What to look for when reviewing resumes

A resume is a written summarization of the candidate’s experience, skills, knowledge, and education.  When reviewing candidate information, compare the resume to the job requirements outlined by the Search Committee (see “Determine Position Requirements”, Section 3).  The job requirements provide the screening parameters for the selection process.  

When reviewing each resume, review the questions below to determine whether or not the candidate is the right fit for the position.  

· Is there a consistent and stable employment history?

· Are there gaps in employment dates, overlaps in time, or frequent job-hopping?

· Are there inconsistencies in education or experience?

· Are there examples of accomplishments and advancement?  

· Are the accomplishments specific or vague?  

· Is the resume organized, neat, and free of errors?

Sample Candidate Selection Form

A candidate selection form can be developed and used in the screening process to review candidate information against position requirements.  This method is an objective way to determine which candidates should be selected for a phone interview.  

The scoring process will provide you with a consistent way to rate candidates based on their resumes.  When reviewing resumes, sort the resumes into three piles:  1) meets requirements; 2) meets some requirements; and 3) does not meet requirements.  After you have reviewed all of the resumes, the total scores for each candidate can be used as a tool for prioritizing which candidates to contact first.  

Sample Candidate Selection Form

	Candidate Selection Form



	Candidate Name:


	

	Scoring:
	0 = does not meet requirements

1 = meets requirements

2 = exceeds requirements

Total Candidate Score:  ____________



	Technical Criteria: *


	Score:
	Comments:

	Education
	
	

	Related experience
	
	

	Association management
	
	

	Financial management
	
	

	Meeting management
	
	

	Human resource management
	
	

	Technology
	
	

	Legal and regulatory
	
	

	Political and government affairs
	
	

	REALTOR® organization knowledge
	
	

	Understands real estate issues and trends 
	
	

	Marketing
	
	

	Working with Volunteers
	
	

	Public speaking
	
	

	Written communication
	
	

	Planning
	
	

	Creativity
	
	

	Change Management
	
	

	TOTAL
	
	


* Add or subtract from the technical criteria list above based on the position requirements that the Search Committee defined (see “Determine Position Requirements,” Section 3).

6. Conduct Interviews
The purpose of the interview is to gather enough information from the candidate to determine who will be the best fit for your position.  At the same time, the candidate will also be interviewing the association and determining if the position is right for him or her.

Multiple interviews are excellent information gathering opportunities to increase the chances that you hire the right person for the job.  A three-step interview process can guide you in making a valid assessment.  The three steps include:  (1) phone screen; (2) first round of formal interviews; and (3) final round of interviews with top candidates.  

The best candidate is not necessarily the right one for the job.  Do not make the mistake of hiring the best candidate if he or she does not meet your position requirements (see “Determine Position Requirements,” Section 3).  You may need to be flexible with your timeline for filling the position to make sure that you hire the right candidate that meets the essential job requirements determined by the Committee.

Fair-Employment Laws 

Federal laws prohibit you from making hiring decisions based on race, color, religion, sex, or national origin.  State and many local laws may also prohibit you from making a hiring decision based on marital status, handicaps, pregnancy, criminal record, sexual orientation, and financial affairs.  The following topics should be avoided during the interview:  age, arrest record, credit information, citizenship, disability, driver’s license, educational attainment, emergency contact information, English language skills, height and weight, marital or family status (child care arrangements), race, color, sex, national origin, and military records.

Interview questions should focus on the competencies that are directly related to the position such as:  candidate’s prior experience, education, attitudes, personality, skills, and knowledge.  Any questions that are not related to the position requirements should be avoided (see “Determine Position Requirements,” Section 3).

Behavioral Interviewing 

Behavioral interviewing focuses on relating past job performance as a predictor of future behavior on the job.  The answers that are shared by the candidate during behavioral interviews can be a good predictor of future performance.   The focus of the behavioral interview is to ask for specific examples of what the candidate has done in previous positions that are directly related to the position requirements (see “Determine Position Requirements,” Section 3).

Behavioral interview questions begin with a lead in phrase telling the candidate to provide specific examples.  Examples of lead in phrases include:

· “Can you give me an example of…”

·  “Describe a situation when you were called upon to…”

· “Tell me about an example of a time when you…”

· “How have you handled…”

· “Explain your role in…”

Sample Behavioral Questions

· “Tell me about your role in implementing a specific, new association policy.”

· “Give me an example of how you have solicited input from leadership on a specific association issue?”

·  “Describe a time when you had to consult legal counsel regarding a specific association issue.  How was it resolved?”

· “What has your role been with the political and government affairs of the association?  Please provide a specific example.”

· “Tell me about your involvement with marketing association services, products, and membership. Please provide a specific example.”

· “Give me an example of a time when you had a conflict with a leader or member in your association.  How did you resolve the issue?”

· “Tell me about a recent employee performance problem.  How did you handle it?  What was the end result?”  

Candidate Interview Form
A candidate interview form can be used to record candidate responses and to ensure consistency.  Below is a sample interview form that includes an example of the technical criteria and corresponding behavioral interview question.  Record only job related information on this form.

	Candidate Interview Form



	Candidate Name:


	

	Scoring:
	0 = does not meet requirements

1 = meets requirements

2 = exceeds requirements

Total Candidate Score:  ____________

	Technical Criteria/Behavioral

Interview Questions: *


	Score:
	Notes:

	Example:  

Working with Volunteers

“Give me an example of how you have solicited input from leadership on a specific association issue?”
	
	


Phone Interviews

The purpose of the phone interview is to narrow down the list of initial candidates and to determine if a face-to-face interview should be scheduled.  Below are guidelines for the phone interview. 

· Explain why you are calling and determine an appropriate time for the phone interview.

· Request salary requirements.  If the candidate is not within your salary requirements, it is appropriate to share that with the candidate and politely end the phone interview.  Make sure that you are using both the Committee and candidate’s time wisely.

· Ask five to eight behavioral interview questions that focus on the position requirements.

· Briefly describe the position.

· Ask if the candidate has any questions.

· Inquire about the candidate’s interest level in the position.

· Discuss any travel or relocation issues.

· Explain the next steps in the interview process.

Formal Interviews

After the phone interviews have been conducted, the Committee needs to select the top candidates for face-to-face interviews with the Committee.  The following are guidelines for what needs to be done before, during, and after the interview.

Before 

· Schedule interviews -- Select the dates(s) for the first round of interviews.  Contact each candidate to schedule an interview time and arrange for any transportation needs.

· Mail information packet – Send each candidate information to help them prepare for the interview and make an informed decision.  Examples of materials to include in the packet include:  the Association’s annual report, budget, strategic plan, staffing information, program information, Association publications, job description, benefits, job application, and compensation package.

· Develop behavioral interview questions – A list of 10 to 15 behavioral interview questions (see “Sample Behavioral Questions” on previous page) should be developed that focus on the position requirements (see “Determine Position Requirements”, Section 3).  Determine the role of the Committee members and who will lead the interview.

· Develop candidate interview form – To ensure consistency, a candidate interview form (see “Candidate Interview Form” on previous page) should be developed for the Committee to record candidate information.
· Review resumes -- Read each candidate resume prior to the interview.  Make notes on the candidate review form of any items in the resume where you need further clarification.

During

· Create a friendly atmosphere – Establish rapport and make the candidate feel welcome.  Introduce all of the Committee members in attendance.  Provide an overview of what you would like to accomplish during the interview.

· Be consistent -- Ask each candidate the same interview questions.  Avoid questions that are not related to job experience or performance.

· Listen -- Listen attentively and let the candidate do most of the talking.  Less than 30% of the Committee’s time should be spent talking (e.g., asking questions, clarifying points, providing information on the position or association, and answering questions).  Focus on what is being said and how it is being said.  Be mindful of nonverbal communication.

· Take notes – Write down key words and ideas provided by the candidate that relate to the job requirements.  The notes will help you recall what each candidate said during the interview.  After the interview you will have more time to rate each position requirement and write a more detailed summary.

· Discuss the position and association structure -- Be honest and upfront about the position, the association’s vision, and any challenges.  

· Solicit questions – Ask if the candidate has any questions about the position or the association.

· Obtain references – Request that a list of four to six business references (past supervisors, association leadership, members, subordinates, and colleagues) be provided before the next round of interviews.

· Compensation – Ensure the candidate’s compensation requirements are within the association’s budget.

· Close the interview – Let the candidate know the next steps in the interview process and when the Committee is scheduled to make a decision. 

After 

· Complete interview notes – While the interview is still fresh in your mind, write a more detailed summary.  Rate the candidate on each of the position requirements.  Because post interview documents can be reviewed as evidence in lawsuits, record only job- related information and not your opinions.
· Debrief – Schedule time after the interview, or at the end of the day, to review each candidate and discuss strengths, weaknesses, and any concerns.  
Top Candidate Interviews

If there are two or more top candidates for the position, a final round of interviews will help you to clarify certain points and gather additional information.  This is a great opportunity for the Committee to see each candidate again, determine the potential association fit, and to reach consensus.  

· Invite spouses to attend -- The Committee may want to invite the spouse of any out-of-town candidates to accompany them on the trip to become familiar with the community and housing options.

· Ask more detailed behavioral questions -- Behavioral questioning should focus, in more detail, on the technical aspects of the position.  

· Solicit questions – Ask if the candidate has any additional questions about the position or the association.

· Discuss candidate interest, availability, and compensation package – Determine the candidates level in moving forward with the position if an offer is made.  Find out when the candidate is available to accept and start in the position.  Ask the candidate about their compensation requirements.  

· Close the interview – Tell the candidate when the Committee will have a final decision. 

7. Select Pre-employment Testing 

Pre-employment testing can be used to help determine job fit by looking at candidate’s skills, knowledge, and capabilities based on set objectives.  Employers are cautioned to use testing as an additional component towards making a decision and not the exclusive decision-maker.

	Advantages of Testing
	Disadvantages of Testing



	· Identifies positive traits of candidates such as integrity, competence, motivation, and reliability.

· May screen out negative characteristics such as substance dependency and attitudes towards theft.

· Can be used to help determine differences between candidates.

· Provides data to support information found in interviews.


	· Testing results should not be relied on heavily or as the sole basis in the selection process. Employers should be able to show that testing was only one factor in the hiring decision. 

· When selecting tests, employer must ensure that testing is job related and certified for validity and reliability.

· Predictive ability of tests is limited. Results focus on what candidates will likely do well versus what they will do well.

· Must ensure testing conditions are fair and consistent for each candidate.

· Candidates may react negatively to taking a test.

· Some candidates may be highly qualified, but do not do well on tests.

· Candidates could legally challenge testing.


Types of Testing

There are a variety of assessment tools available to employers.  Tests can be delivered by paper, Internet, phone, and/or interviews. Employers must ensure that the testing method is job related and certified as valid and reliable. When choosing a vendor, ask if the testing is EEOC certified and if the testing has been legally challenged. Below are the categories of assessment tools available.

· Cognitive Tests – measure learning and ability to think and perform

· Interest Tests – measure less visible characteristics that measure job performance such as motivation, problem solving, leadership, and interpersonal skills.  Testing includes work interests, culture fit, talent measures, and value inventory.

· Personality Tests – determine personality characteristics and how the candidate will likely act on the job

· Specialized Tests – measure specific skills, knowledge, and abilities associated with success on the job

· Physical and Security-Related Tests – includes pre-employment physical exams, drug tests, and written honesty/integrity tests

Links to Vendors:   (1) SHRM Vendor page at http://www.shrm.org/buyers; and (2) Workforce.com Commerce Center Vendor Directory at http://www.workforce.com 

8. Conduct Reference Checks 

Reference checks and background checks are two methods for obtaining additional information on candidates past performance and background.  Before contacting references or conducting a background check, you must obtain written authorization and signed permission from the candidate. 

Sample form -- Authorization to Release Information

I hereby authorize all former employers, persons, educational institutions, law enforcement agencies and military services to release information related to my work record or in reference to information provided to the (add association name) or its agents, and release them from any liability or responsibility from doing so.  I understand that omitting or giving false pre-employment information is reason for disqualification or dismissal and that an offer of employment is subject to verification of employment history satisfactory to the (add association name).

Signature:______________________________________________    Date:___________________

Reference Checks

Reference checks can help you determine which candidate will be the best fit for the position.  Companies and individuals may not provide professional references on candidates due to legal concerns.  A negative reference is difficult to obtain because candidates are likely to share contacts that will provide positive comments.   If you receive negative feedback during the reference check, keep in mind that this does not necessarily mean that the person will perform poorly.  You should allow the candidate to refute any negative references.  In addition, a positive reference does not guarantee that the candidate will perform well in the position.

Reference checks should be done consistently for all candidates.  Ask each candidate to provide a list of four to six business references that can be contacted such as past employers, supervisors, association leaders, members, subordinates, and colleagues.  

Develop a list of job-related questions.   A different set of questions may be developed for each group of references such as members and subordinates.  A few customized questions can also be asked to address any areas of concern about each candidate.  Ask references for specific job-related examples of performance.

Sample Questions

· What are his/her strengths and weaknesses?

· What did he/she accomplish that made a difference to your organization?

· What was the biggest challenge that he/she faced and overcame?

· How does he/she interact with leadership and members?  

· Tell me about his/her management style.  Are you aware of any conflicts with staff?

· How would you compare his/her work to others who had the same position?

· Would you recommend him/her for an Association Executive position?

Background Checks

Background checks can be used to reduce the risk of theft, discipline problems, workplace violence, and discourage candidates from hiding information.  Companies can be contracted to conduct background checks on candidates.  

The following items can be obtained through a background check:  

· credit checks (Note:  Discuss this with your attorney, because most states require you to inform the candidate if the decision not to hire is based on the credit check.)  

· criminal record checks

· department of motor vehicle checks

· education verifications

· social security traces

· public record searches
Vendor Links to:  

Society for Human Resource Management – Vendor page  

http://www.shrm.org/buyers/ 

Workforce.com Commerce Center, Vendor Directory 

http://www.workforce.com 

9. Negotiate Employment Agreement
The employment agreement establishes a clear understanding of the obligations, rights, and duties of both parties.  Addressing these areas in the agreement will reduce potential misunderstandings, ensure stability, and provide quality control.  Identifying the Association Executive’s responsibilities in the agreement can help create a more stable environment because the expectations are clear and agreed upon. 

Your association will want to contact legal counsel for assistance with drafting and finalizing the employment agreement. The agreement may include the following elements:

· Title and job description – Include objectives, responsibilities, reporting relationships, supervision of activities, and performance standards for the position.  In addition, attach a job description as an appendix to the agreement.
· Management – This clause provides the AE authority over all staffing (hiring, terminating, promoting, discipline) matters within the association’s policies and budget.

· Performance commitment – Include a clause where the AE agrees to devote all their business time, attention, and energies exclusively to the association, and to give their best efforts and skills exclusively to performing their duties.

· Compensation – Includes base pay, performance reviews (criteria, procedures, and timetable), and how merit increases or bonuses will be determined.  Compensation is based on the position, candidate experience and education, association size, and location.

· Benefits – may include:  

· life insurance, health insurance (employee and family), hospitalization insurance, short-term and long-term disability

· deferred compensation, pension plan, 401(k), IRA, or SEP

· paid vacation, holiday, sick, and personal days

· reimbursement for relocation expenses

· expense reimbursement (what Association will or will not cover):

· business travel (business or first class), spouse travel (may specify expense cap), VIP lounge memberships, and entertainment expenses

· automobile allowance

· cellular phone and monthly charges

· membership dues in professional associations, trade groups, and related organizations 

· professional educational courses, seminars, or continuing education

· financial planning or tax preparation services

· country club, health club, or luncheon club memberships

· Term of Agreement – Specify the term of agreement making sure time frames are long enough to allow AEs to prove themselves.  Two to three years is usually a mutually acceptable term.  Include renewal and extension of the contract, including notification.

· Disability or death – Detail what will happen if AE is temporarily disabled due to illness or unable to perform required duties.  The association may agree to a leave of absence for a specific time.  Also, address the issue of how long to continue compensation and benefits during disability.  Be sure the agreement covers what happens if the EO dies during the term of employment.  Depending on the size of the association, various state or federal acts may apply (i.e., Family and Medical Leave Act).

· Termination – This section of the contract should focus on termination for cause, without cause, voluntary, involuntary, mergers, or reorganizations.  Specify a time frame and method for notification of termination and how such termination occurs.  The association may wish to retain the right to terminate the AE without notice in certain “with cause” circumstances (embezzlement or conviction of a felony), provided such summary action is permissible under state law.  The association may wish to consider specifying severance arrangements, including outplacement assistance, should it choose to terminate the AE’s agreement.

· Noncompete – The contract may limit the AE from becoming involved in other activities that are a conflict of interest. 

Sample Employment Agreements
2000 AE Salary Survey
ASAE's 2001 Salary Survey published April 2002
Tips for Selecting an Executive Officer
	Fee Based Consulting Services Available from NAR Human Resources  

Fee based consulting services are available from NAR Human Resources during any stage of the recruiting process.  For more information, contact Doug Hinderer, Senior VP of Human Resources, at 312-329-8472 or Elizabeth Pishkur, HR Representative, at epishkur@realtors.org, 312-329-8420.
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